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CHAPTER KX

SERVICES OF COMMON CONCERN:
THE CONDUCT OF SECRET CPERATIONS

RELATIONS B%TWEEN SECRET IRTELLICGENCE ARD SECHEY OFERATIONS

The collection of secrst inteiligence is cloaely ;elated to the conduct
of secret operatioﬁs in support of national poliey, These operations, includ-
ing covert ?eychological warfare, clandestine political sstivity, sabotege and
guerrilla %étivity, have alvays been the companions of secret Inielligencs.
The two ectivities support ﬁ%ch cther and can be disaseociated only to the
detrimant off both. Effective gecrat intelllgence 1g a preréquisita to sound
gecret opesratlons and, where securlty considerations permit, channels for
gacret lntelligence mey alqo gorve zocret opergtiona. On the other hand, al-

thougo the acgulsition of intelligence ianot the lmmediate objestive of gecret

operations,t%ei&ttar =AY prove 1o be amost productive sourcs of intelligence
| . ) _

It ves %ecause of cur views on the Intimate relatlonship Detween these

two sctlvitijs thet we submitfed owr Interim Report No. 2, datied May 13, 1548,

"Reletions Betwesn Secret Cperations and Secret Iﬁiclligencg,"rwhich wag a

aoont o sn pr%;osuls, then bafore the Xational Security Cownell, for the ini-

tiatlon of a progrem of secret cperaticns. In that report we mads the follow-

‘ng observatliona:

"Tn&cyrrging ‘sut thece special operatlons, the Director [;f Secrst
C,;rat:GQ§f 2nd his siaff zhould have intirmate koowledge of what 1s telng
zne in the fleld of gecret Intelligence and sccess 3o all the fagilitics

b ray e bullt wp throuzh a properly constituied sescret intelligance
ork, | Saoret oporations, partienlcorly through support of resisisnce
ur3y wiovide cne of the tast impartent sources of sworot intelligencs,
“loths irformation gaired from seeret intelligence must imradistely be
4t to use in guiding and directling secret operations. TIn many caseg it

ia nﬂcegﬂfry to determine vwhether =& particular =gent or chain should
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primerily be used for secret intelligence or for sscret opesrations, be-
cause the attempt to press both uees mey eadanger the security of each

Unless the persoinel for bhoth operations is under
one over-all conf? in Washington, even though & meesure of insulation
is provided in the Ileld, there is likely to be overiapping of activitliss
and fmx:t*ons in crh.ice.l areas which will imperil security.

"iha Ail el exparience in the carrying oui of mecret operations and
mecrel imelltg-nce during the last wer has pointed up the cloaz relation-
ship of the two activities. The British, for example, who had separats
eyotems durlng the war, have now come around to the viev that secret in-
telligence Ia.ml secret operatlions should be carried out under a single
operationel head end have reorganized their services eccondingly.”

i -

THE OFFICE OF ).’CLLICY COCEDINATICH

The Na.niona.l Securlity Council in creating within the CGatra'L Intelligence o
Agsncy, in -a.cc:orda.nce with Section 102 {d) (5) of the National Becurity Act,
the CGffice of S?ecial. ProjJects {now kmownas the Office of Policy Coordinatfon)
recognized thes}e'vieus to the extent that both secret intelligence and secret
operations were! included within the sexe organlzation. However, this actizn
did not g2 as ria.r na we had recormended, with the result thet the Offics of
Policy Coord:.nqltion (secret operations} and the Office of Special Operations

{secret intellilgsnce) ere not bound together by eny special relationship and

operate a3 entifrely soparate Offices.

- |
'

|
Although 1t is too eerly to mppreise the sccomplishments of the Office of
Policy Coordinﬂ{tior w ich has been 1n existence only a few months, axperienca
|

hps, in our opfnlon, already shown that the organizational relatlonship be-

tween it and t}?c Office of Special Operations should be closer. Although the

problems wlth which the two Offices are concerned are g0 Intimately related,
|
there is no arrangesent for coordinating thelr opevatlons under common direc-

sept inao:‘a." asg they are both un E:"_ Directoraof Central Intelligance.
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Even this .lrels.tionsh.i_p 15 weakened by the é‘a,ct that MSC 10/2 which createé. the’
office of %’olicy Coordination provides that "for purposes of security and of: .
flexibilit% of operetions end tothe maximum éeé,r-ee c:msistent. ‘;fith efficiency,
the officelof Epecial Projects shall operate inﬂepenaentlf of ot:ner cotponents

'

of Centralflntelligance Agency.” Thus,complete separation was mede mandatory.

The Office of Policy Coordinstion, whichis the only Office in %4he Cenizal
Intelligence Agency created b} direct order of the Natlonel Security Co;mcil R
is also given a special positicen in that its charter provides that the Direc-
tor of Central Intelligence shall be responsible for "inauring; throug;';a desig-
nated repretsentativas of the Secretary of State and of the Secretary of Dei‘ense;,
that c:wer‘i operatlons are planned and conducted in 2 mammer consisient with
United States forelgn and nilitary policies and with overt activities" and
that dlsegreemcnts between the Director and these representatives shall ‘bar re-
i‘e-rred to the Nationmal Seewrity Jowncil for decision. Furthermore, the Jhilef

of the O[fice of Policy Coordinatlon can te apﬁointed, only upon nomination by

the Sacrotary of Staie and spproval by the Natlonmal Securiiy Council.

NCISSFR) g

-

In practize, the Office of Policy Coordiration enjoys a position vwhich

sives it diresi ties 1o the Depariment of State and +the National Milltary

Esteblishoent and support from them not enjoyed by the Office of Special Opera-

£
[

ong. Confcquently, the t{wo aciiviiles vhilch should be closely Infegrated
#re in fact operating with  different outslde guidance and support, with dia-

. \ . '
fonilar charters, and they occupy a different siatug within the Central Intel-

Zlzinge .u;;':x‘[cy.

In surjopinion, this sltustion 1a unsound. The cloge relaficnshlp between

Lttaga

wio e.c"c.*_vities, s polnted out above, needs to be recognized along with
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the fact that sscret intelligence requires the seme degree of control and sup-

port froo the State Depertment and the Militery Esteblishusni as secret opers-

tions. As recomuended 1n Chapters VII and VIII, we propose therefore thadi

thess two acilivities be closely integrated {alcng‘with parivs of the Office of

Operationa) in|e single Cfevations Division which would enjoy conslierahle eu-

I . .
toromy, in eccordence with our over-all recompendsiions for chaugss in the

organization of the Centrel Intelligence Agency.

I

As we hevo siniad gbove, the opevetlons of the Offics of Poliéy Coordins-
tion have been|ss recently initieted that it is preﬁature to comment upon thewm
in any detall.| We believe, hovever, that the A4saslstent Director in charge of
the Office of Policy Coordinetion is procesding wissly in buil&ing slowly iﬁr
this most diff}cult field.

|
CCROLUSIONS AND RECCGMMENDATIONS

(i) The Tlod? relationship between covert intelligwnce and coveri opera-
tions andé the fact that the laiter 1is related to intelligence affeciing the

national aecur%ty Justifies +the placing of the Office of Polley Coordination

withia the Ceniral Intelliigence Apgency.

(2} The Office of Policy Coordination should be integrated with ths other
covert Office of ths Central Intelligence Agency, namel&,the Cffice of Specisal
Operatlions, ané with the Contact Branch of the Office of Opesrations, end these
three Opﬁ?&tib;ﬁ should be under elngle over-sll direction (Operatiorns Divi-

glon) within the Central Intelligence Agency.*

* For our recormsndaticns regarding the Forelgn Broadcast Informstion Branch

of the Office of Oreratlons, see Chapter VII. - -
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THE|DIRECTION OF THE CENTRAL INTELLIGENCE AGENCY

GEIERAL AP%’R‘\ I8AL )

- Ve ha} e regorved for this final chapt.ercn the Central Irl£elligence Agency
the discussion of the ﬁost of Dirsciex. An appraisal of the qualifications
and ach‘lave?ments of the directing. persomnel is only ' possible In light of an
aminatimg of the entirse organization. Within the scope of his mandate under
the Haticnal Security Act, it 18 the Director who must gulde the orgenization
to the %.tt?imenf of its objJectives, esteblish iis opsrating volicles and win

the confidénce of other brenches of the Covernment,

Tris is not en casy task., The (antral Tntalligence Agency has a diversi-
fied and di}.f.‘ficult mission to perform. Tts success dapefnds, to & large;:ﬁ.ent,
on tha supﬁort if receives from other agencies which may be ignorant of 11:.3
problens 213 suspicious of ita prurcgetivea. Ib nhns peculiar adminisirative,
rersommel and scecurity probleus and hla.s to handle complicated oyerating situa-
ticns. Ivfogeaver, the pressure to build rapidly hes besn strong and there has

|

T 3ittle tior Ia which to duronstrate subsiantial ageomplichrepts.

We ballevo that these difficulties cannot alone explain the principal de-
w2108 edich we hoeve discusred in mrevious chaniers. " The directins staff
T %z Cluthal  Intelliiice Agency Ras not  devcnstreted en edeguzts under-

“ianiing off the randate of the srgenlzation or the ability to discharge that

e 4
LY

ulles of the  Central Intelligencs Agency in regard to the cooriina-

> fr:fielligancc a2ctivities have not been fulfilled. The responsibility

l : . _
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for the coirrale.tion of nationzl intelligence hag not been carried oub in sush

& mamner as to provide the policy-mekers with coordinated nationsl intallisence
esiimales.) Bome actlvities ere bsing carried out by the Central Intell igsnas
Azency which largoly duplicate the work of oiher dﬁpartmen;t; and egsncies; anld
there hes been no adeguste attempt to coordinets’ or centrelize obhors. t}én-

erclly spesking, satisfzociory vorking relsiions heve not been esteblishod with

utory mandele, reascnable appropriztions and support from the Nationel SBecuriiy

Councii,

Adminisirative policies within the Agency contribute to this situstlen.

The inlwrnzl organization does not reflect an appreciation of the Agency's;iéav#

ral distirimtive Yet inter-related missions under the Natlonal S'ecurit;r Ackl N
In fazt, tfxs nc.:h-::..-,: of organization tanis to blur end lmpede the performance
o tho orgsnizailon's esaentiel intelligence functions ;mder ths Act. The -
Directora.tai kes given positions of pre-sminence to officials who are primarily
a.d.miniatra.{:ors Fot exert policy comtrol over the intelligence OFffices ﬂﬁout
belrg qualified to do so. There ie Llttle close corsultation on intelligence
and policy metters between the variocus stratified levels. Although the heasds
of the meversl O7fices are allowed considerable 2latitude in conducting thelir

respeciive joperations, they do not share substentielly in the datermination of

over-all policy.

THE QUESTION 0F CIVILIAN DIRECTION

We have also considersd the question whether the Direcior ought to he a
civilian. | While we recognize thait the statute provides that he may be elthsr
136 I
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military we have reached ths comclusion that he should be a civil-

e
|
|

civil;m

isn. We 3o not mean to sxciude the poaeibility that = Service mem may be se-

lacted fci‘ the post bub 1f this 18 done he should resign from actlve military

duty a.mi tb.areafter work 2s a civilian, In such & cape appropriate provisiom

should be me.de 8o that he dpes not loss his retirement benefits. )

Wa haPra reached the conclusieon that the Director showid be eivilian be-
cHRES WEe a:i[re toovinesd thet conmtimliy of terure is esseaitlal and camplete in-
depandencazof sorvice ties dealreble for carrying out the duties of the Direc-
tor. The ;;ost cennet properly be filled as A mere tour of duty between mili-

tary assigﬁ:i:nenta. Unless there 1s such continuity of Barvice and corplete {n-
dspenience of mcilon, the Director will not be eble bo bulld up the esprit de

corps, the i_teclmical glficlency, tha loyaliy of bhome sinff ard fiskd workers,

vhich are essential to the success of the snterprise. We egres with the intent
aof tho provieion of the Natlernal Security Act thaet the Director "shall be sub-
1 M . -

doot to wo supervislon, conirel, resirictiom, or prohibition (militwey or oth-

ciwlee)” by ithu Survice deprrimenits, buit do not feel that this provision can
alone oa"fse?:i the disedvanizges to which wo have pointed.
I

It 18 tfuviinble that iksre shovid be rotation m the Bervice Intelligsmce

x3.aclios, thaugh In recent years that rotatiom has peen far too rapid In the

Yvp romka, "l'a“sver, in the C.niral Intelligence fgcacy thers shomld bo sta-

10y erd cantlmuily of Lus fuzehip, T

.

Pinally,) we recormimd aciviiien Diractor deconss ve belleve that in worke

S A wall b lamiecd top wov-don eevmiites {the recoastituted Intelllgence

g

ey Ce 2ittea) for Eppta "'.mg, exnd cum-dﬂna ting Covermamt intel_}.iga:nce,

% sirong, ond properly strong, representation of “the m.tlita.ry mtelligsnce

|
|
|
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Services oo s'.l’lch a body should be balamced with an equally sirong civilisn

reprogseniniion. .

! : -l

We huvue bunsilerel fho srge-vob thet tho Dirsctor of Central Iutellisa:\ce,
beocauge of ‘hh]* hizh securliy regulrémante of the _'pos.".‘., a'hould be a mon pew -

nonflF dyvat s to Goervosal saxvies, a:*:z'bla to the d.isciplinﬁs of the Saﬂ'

igas £l ﬁt-.! of politics exdbitlcns or exbtanglexznis. Ws belleve tket thy

qualn’icaticn..:-* of the Directar of Central Tnielligence, _vl}_ethé:- his past ex-
perienne hes I‘bcr:: in civiltern life or iz militery or otker C}Qv;emment s;a;'jv‘l.__c_:_;,
BXauld b qn tz:c high ele.st tiot t‘h:}r:. would be o rore doudt as to the lq:{&lts; '
and re.‘."p:.‘:"lsibE.f.li ty of the Dirsctor tharn of the Secmte_ry of State or tlha Sec-A -
retery of Dofezcs In sppolnting the Direcior of Central Int.e.._ligﬂnce witk tha

re:.pcnsibllitfie: by ruet cerry todey, wo st select & mem  to whom we would

|
willingly enirust eny posltior of respossidiliiy whatsosver in our Governcent.

CONCIDSIONS f. (D RN DETRATION
(1) Tnb dfrecting steff of the Cen...ral Intelligsnce Agency hat oot dem-

onstrated an edoguate understanding of the ma.ndaﬁe o; the orge.nize.tion or t.he

ebility to i’isc:bn.rbe that mandate effectively. B T
{2} A.dminisi‘.*‘a.tiva orgenizetlion and policles tend to impede the cexrying

ocut of the ﬂlEBSOIluial intslligence functions of the Central mtellt_igence Agent:!

under the Aci.

[
{3) Continutiy of service is essentlal for the _succagsﬁll_c&r;:ﬂ.ng out

of the dutles of Director of Centrel Intelligence. i e

{4) As tho best hope for continuity of service and the greztest assur-

ance of indepecisoce of action & civilien s}:.ould. 'be Director of Central In-

I? a Service man 1s sslected ror 'bhe post he should. resign :from.

telligence.

ective miLi ary duty.

- NCASSFED -
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